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1, PROBLEMY

To review the present Agency classification and salary
administration policies, assignment and promotion policles,
~.. with & view to recommending changes to more fully meel the
. 'Agency nesds for carear planning and development, program
secompliftment, control of salaries, and to gtreamliine
sdministrative operating procadures. :

2. ASSUMPTIONs

It s essential for senior Agency officials to know on &
continuing basis the staffing requirements for vardous
componente, where perszonnel are assigned, how they are
utilized, what they sccomplish and cost, as well as to
assure that the personnel regources of the Agency are
initially procured, adequately developed and paid, and
fully utilized to the best advantage of the Agency and

3« FACTS BEARING ON BE FRODLEMa

&+ Agency T/0's ere used as the mechanism to establish organ-
izational structure and staffing requircments in ternmg of
mmber a8 modified by ceiling controlse Also individual
positions when classified deteraine the category and grade
level of employees authorised, Thie then becomes the frame-
work for the recruitment, initial asslgnment, promotion,
and rotation of smployees as well as other perscnnel actlons
and reporting procedures.

be Ths Director is responsidle to the President, the Congress
and the Pureau of the Pudget to exercise prudent judgment
in sstablishing and adjusting the salaries of Agency employees
within the Pramework of other government palariesj although
specifically excepted from the Classification Act of 1949,
a8 amendod, the Director has administratively determined that
the Agency would apply the principles of that Act insofar as
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CONFIDENI1A:

The Classification Act principle of classifying the Job %o
be dene with that dstermination being a msjor controlling
factor in the assignment and promotion of employees is not
fully vesponsive to needad operational Flexivility and
carger davelopmeni requirements of the Agency.

DISCUSSION:

it is essential that ths Agency have a systematlc manner of
determining, utilising and apcounting for owr personnsl
rescurces, Manpowor requirements need o be identified and
gcoounted for in order to know what employses are doing,
where they are, what they cost, and who is responsible for
them. The position or assignment should contimue to bs the
bagic unit of organization outlining partdcular duties and
responsibilities to be accomplished and the skilles and
qualifications neceasary to perform such tasks.

The Claseification Act of 1949 sctually embraces two separate
and Mgtinct planss

{1) A pay plan used to determine the compensation ef
szployees which includes a salaxy schaduls, subject
to psriodlc change by Congress to recognize econosie
and other factors affecting the datermination of
WRELT.

(2) The second plan provides for a grouping of positions
baged upon their duties, responsibilities and quall-
#ication requirements into a system of cccupational
titles, series and grades which is used for various
purposes of persornel administration, such as assign-
ment, promotion, reduction in force, sics

The Classification Act principle of claseifying the job to

be dems with that dstermination being a major conbtrolling
facter in the assiprment of & particular employse and what

he is pald doss not fully meet needed operational flexibility
and career development requirements of the Agencye

The Hoover Commission Report to the Congress in 1§55 critieiz-
ed the Classifiocation Act ass (&) having teoo many grades,

%bg mqu!.riz;i too much psperwork for small differences in pay,
¢} having little flexibility in setilng pay rates, (4) littls
& fference betwsen top and bottom pay rates.
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The Hoover Commission Report further states that the present
govermment system of persornel adminlstration does not adequataly
identify and recognize competence, nor systematlcelly develop
the talents of its employees. ilsc, that the system over-
enphasizes positions, not pecple. The recommended solution te
these problems st the top management level is the creation of &
Sendor Uivil Service, the main features of which are: (1)
personazl-renk status, (2) flexibility in Job assigmment, (3)
obligetion to serve where needed, and (&) adequate compensation.

There are many advantages for ths Agency to cortinue fellowing
the (lassification Act pay plan in our dealings with the Bureau
of the Budget, the Congress, and the President, as well =8 to
provide us with a systematic method of perledically adjusting
our salary levels and for other internal Agepcy administration

purposes.

While CIA has made substantial modifications from normal Covern-
ment practice in applying the principles of the Classification
Act, additiornal modification is needed to enable operating offices
to meet changing requirements with a minimon of delay znd adminis~
trative overhead, to provide nacessary flexibility in the assipgn-
ment of smployees to various types of work which will increase
thelr usefuylness and value to the Agency and to develep flrmer
vecupational categories for careser development objectives.

Agency attempts to implement s compstitive promotion system, in

a marmer similsr to the Armed Forces and the Forelgn Service and
which appesrs to be an inherent component of most carser programs,
have encountered difficulties., In particuler, the Classification
Act principle of requirinvg an smployee to be assigned to s position
in the higher grade before being eliglble for promotion has created
assipnment problems in view of the Agency's changing priorities,
overseas and headguarters rotatiorn, unique asrea and languege reqguire-
ments and similsr matters.

The complex nature of Agency sctivitles rakes it impossible for one
anployee to become expsrt in all filelds. It is important thst we
recognize this principle in determining our career development
objectives., The Armed Forces, in particuler the Air Force and Navy,
with similar problems caused by a large varlety of complex occupations
have sstablished caresr flelds or groupings such as fnglineerdng, Com-
bat and Operations, etc., HMajor career development is concentrated
within such a broad occupational grouping thereby reducing training
and orientation time to a minimum,
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%
The present Agency Career Board gtructure has tended to
group career jurisdictlon secording to functional apeciale-
igation sueh as Commmications, Logisties, etc., although
there are ceriain exceptions to this pattern. Agency job
sasignments covering similar duties and qualification re-
quirsments should be identified as to Carser Board juris-
diction and grouped into a systematic patiern for carser
development and utilization purposea, The revised CIA
scoupational plan should be broadened, understood and used
for all persornel managemsnt purposes rather than just fer
PRy purposes.

CONCLUSIORSt

Centinues te utilise the Pay Schedule of the Clasgification Act
but modify the application of Classification Act principles as
followst

(1) Grade lewel classification of individual positions should
bs used to determine the total composition of a particular
Career Ssrvice but should not restrict the assignment of
an employse of higher grads. Thus each Caresr Service
would be authorized a particular number of 08-15's, GS-1l's,
ate,

(2) Empleyees one grade lower, the same grads, or one grade
higher could be asslgned to a particular position, thereby
giving s three grade range of flexibility,.

(3} While every effort should be made to assign an employee to
& position commensurate with his grade in order to fully
utilize his skills and minimisze morale problems, he may be
sgsalgned to a position of a lower zrade in sccordance with
the criteris outlined in Regulation :

{L) Employees may be promoted whils serving in e position one
grada lower providing it is merdteéd based upon the compsti=
tive evaluation of the employees! accomplishmentis and valus
% the Agency, 1f the total mumber of ermployses in the higher
grade in that Caresr Service does not excaed the authorized
number by category and grade.

Designate all positions on Staffing Complements according to Career
Bervies Jurisdiction based upon which Career Service would normally

approve the assignment of employess to that position. Compute the
total mumber of positions secrulng to each Career Service from the
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